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SSjJ QT i Oosment* on latest graft uireesive far C3IwK>3* 



J ? « ference * (a) VCCX3 %%/2 ( * stafel i shment of C *i US WQ ) * 



L Xnolosure X, efeioa 1 have previously discussed with 
you# is ftrmrded alon„ with oy eaissents, as requested by 
you* 



2* There Is suefr to bo said far Kr* ^ledi3e« f s point 
of view* feat I believe so-" 1 ® of fe|§ *titen*rts of f«ot and 
canolas ions warrant examination* Open thi bails of ay own 
experience, X m afraid that 1 mat take issue with acme of 
the points he makes* leverthsles*. his cessment a deserve 
careful eon© id® rat Ion* especially in Tier of hia long and 
out star* Stag record of eeeoapl IsKneat in the GO. Off field* 

3* X agree i % at reference (a) is of exceptional 
laportenee and that it is long overdue* X Go not feel lore * 
nowever# that it is entirely correct to say* as stated in 
paragraph 3 of ala memo to ao, that *atii3* at of this 
late, to hare **•♦**«'• not ©van a single* ef foot Its* 
unified a*,e&o? for the evaluation, interpretation end 
dissemination of strategic, aon-oporst i onal Intoll l w «nee 
to protect us against the possibility of another Pearl 
Harbor* * Whether they are effective or not, the fact 
rexains that r-oye are actually three agencies c harmed with 
anting national or Joint strategic estimate* ®M inter** 
pretatioaa* the Central intelligence igeney has been 
established largely as a roe alt of the Pearl Harbor 
Investigation to provide authoritative national intel* 
lkjsnoe# especially for the national Security Gouneil* In 
addition# two agencies of the Joint Chiefs of staff are 
specifically charged with the preparation of Joint Intel** 
licence estimates* The official statement of the function* 
of the Joint Intelligence Cossitfcee includes the following* 
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OOMm&t* on hot*** Draft Directive tot CoxsiDO* 



Joint IxxtoXXi^oaom Committee, tciiekd by 
the Joint Intelligence Group sod suboomaii ttcee* 
i« responsible to to Joint Cbi«f« of Stott to* 

*a# lattgrttf intelligence received from all 
sources and praparc Joint intelligence 
estimates for the Joint chiefs or staff 
sod their supporting agencies* 

Cl) At directed by the Joint Ohio fa of Staff* 

(2) Ae requested by the Director of the 
Joint staff* 

(3) At requested by other agencies of the 
Joint chiefs of Staff* or 

(4) On it« own initiative** 

j& support of this* the Joint Intelligence Croup of the 
Joint Staff Is charged with the following function* t 

*The Joint Intelligence Croup# under the direction 
Of the Deputy Director for intelligence* who is 
also a ssembsr of the JIG ami acts as the steering 
nenber In presenting the group studies to the 
Committee i 



%« Procure s intelligence for the Joint staff* 

*&# Integrates Intelligence received from all 
sources and prepare* Joint intelligence 
estimate** 



{%) Aft Initiated end assigned by the Director 
of the Joint staff* 

(8) Aft directed by the Joint Intelligence 
dosastitbeo* 

(31 As requested by other Joint staff groups# 
or 



(4) On its own initiative* and 



(5) In accord with the priorities that 
established by the Dir ector of the 
Staff** 

■#* 




be 




SUBJECT t Cossseate on Latest Braft Jireetlve for 0013180* 



4* As for tbs question of division of arc sensibility 
in the natter of intelligence estimates and int erpre t at Iona* 
tbs National Security Law specifically provide* that "the 
depertsent s sail other a^ortolss of tbs Oovornmont shall 
aoatlnue to collect, evaluate* oorrolato, and disseminate 
departmental intelligence** In support of this* tbs statement 
of "functions of tbs Armed Forecc ait! tbs foist flbiofs of 
staff*" approved by tbs Pro aidant on April 81* 1943. 
stipulates explicitly that cash Service shall "provide an 
organisation capable of famishing adequate* timely* and 
reliable intelligence* for that Service* This is In 
recognition of a basis principle of long standing that 
intelligence is a function of command* 

I* In view of the foregoing fasts* the aim of the 
drafters of the COI31D0 paper has been to establish an 
agency within tbs fraaswsrlc of existing law sod executive 
decrees that would assist already established agencies In 
tbs psrforaasoe of their legitimate functions* rather than 
to replace such agencies or assume their responsibilities* 
This* 1 believe* has been the basic concept behind crass UX* 
and is borne out by the presentation of the draft COBS IDO 
paper $s»4e at the 47th Meeting of 04CIB, The diagram at- 
tached to tola draft {see imlosure 8} Is particularly 
Illustrative of this principle* 

6* laclosttre 1 dwells at sons length up ©o division of 
responsibility with respect to the four principle intel- 
ligence functions and deplores the feet that a separation 
or segregation of certain of these functions is contemplated* 

1 think It is important to draw distinctions. Physical 
separation Is one thing* and separation of control quite 
another* is we discovered daring the war* the essential 
thing wac to have doss physical relationships between 
/ ?*'5MiiT producer* and the Intelligence people who process 
the product, COMIPT, regardless of how iaportant it is* 
oes not stand alone* sod must be collated with other 
forms of intelligence* It would appear that cither all 
other intelligence must be collated under coiilKT authority* 
or all CDaXSTf mmt he aollated under intelligence authority* 
rhe ideal arrangement* as we discovered in the Kavy* and 
under which mi have carried on operations with unqualified 
success* X3 to have tns collation file maintained Jointly 
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<8SJ‘C?f Comment* on latest Uraft mrcatlve fbr OOIfl&O* 



by the G’JifXX} people and the Into Uigeoee people* May 
this system the Intelligence people supply all the general 
la&e 11 lienee to the file* and the 30MIST people supply 
CQMX£f • Thu* but a single fila it required and duplica- 
tion ot effort is avoided* This* X understand, i« the 
arrangement contemplated tor COiidZDd* 

T* Xnaloam»e 1 examines in detail oertain intelligence 
fnootleus which must be performed* To be* in with, X 
believe that it 1* erroneous to toy that virtually an 
♦valuation of eouiif % « required* Mr* Medtssn ha* failed 
to sa>© a distinction between the source of Intercepted 
message and their content* It i* true that the « valuation 
of the- source of 35icx§f la aorasXly performed by the <Ki**X3S 
agencies* and 1* largely automatic* The evaluation of th* 
content* of met a^e* la quite another problem and it 1* 
far from automatic* In the ease ot diplomatic oonsmmica- 
tlona in particular a* Cim Taylor ome aptly afcaied, 

•the authenticity of the information range* from the 
horse** mouth * It— mostly aft** Information obtained from 
plain text messages, a* we have learned* require* a vast 
amount of evaluation and correlation trots, the Intel! license 
point of view before it besone* useful as intelligence* 



8* As for the matter of dissemination, it la obvious 
that a centralised Intelltienee agency such a* OOI&XDO 
can only go m far is the distribution of It* product* 

It is clear from laelesur© 2 that the direct and rapid 
service of operational cow and* 1* contemplated* vary much 
as Mr* friadaan recommends* dissemination within C 0 ?*mnda 
most b# a function of cowhand* Only a colander of an 
operation Is in a position to determine what forces within 
hie command should and should not receive certain informa- 
tion* X think that we must never lose eight of the fast 
that intelligence la the servant of wranamd* and not vice 
versa* 



9s X believe that qqusidq will he no better* nor 
worse, than it* direction* The directive* it seems to 
m $ leave* ample room for development in any direction 
that circumstances may require* Like all document* of 
this type* it 1* at beet a compromise and it la bound to 
be a economise because different interests must he served* 
cog&£> 0 may not he ideal from any wee point of view* but 
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SUBJECT* Comment* on Latest Draft 0 tree tire for CONSIDO. 



X believe It Is a definite step In the right direction, and 
until the legal responsibilities of the several departments 
and agencies of the Government involved are resolved, it is 
probably as far as we can go at this time* 

10* As with any lav, it is Important to read the 
document In the light of the studies and discussions that 
led up to it In order that a proper interpretation of its 
various parts may be arrived at* There are some passages 
which could undoubtedly be clarified; however, as you will 
recall we were not parties to the drafting, but were merely 
permitted to comment from the point of view of AFSA*e 
responsibilities* Responsibility for the establishment of 
C0JS3IB0 properly lias with the Intelligence Directors* It 
may be well to pass these comments on to them as representing 
the views of an individual with a long and outstanding 
record in the field of COMINT* Undoubtedly some of the 
points which Mr* Friedman makes are well taken, but X believe 
that the basic objectives of CONS IDO must be thoroughly 
clarified before any radical change is made in its organi- 
sation or functions* In other words. It must be dearly 
understood whether the aim is to facilitate the operations 
of agenoies already established and legally charged with the 
responsibility of making intelligence estimates, or whether 
it is to sSt up a new agency for this purpose* 
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1 ** Top Secret- memo from «»* F. Sbiedman 
dtd 3 Jan BO, subject as above* 

£ - Presentation of Draft CONSIDO 
Paper (UBGIB 2«A)* 
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MEMORANDUM FOR. Gapt Wenger, AFSA-OOB 



///(,/ 

A ,4F$A- 

~ i E'T ^ ^ 

3 January 1950 A 

( i i 



Subject 

Reference 



Comments on latest draft directive for CONSIDO 
(a) USCIB 26/2 7 Dec 49, Establishment of CONSIDO 



1. Although comments on reference (a), the latest draft 
directive setting up a CONSIDO, were not requested, I am taking 
the liberty of submitting herewith some personal views thereon 
for such consideration or action as you deem appropriate. 

2. a In my opinion, reference (a) overlooks one of the 
most important recommendations of the Final Report of the Joint 
Congressional Committee on the Investigation of the Pearl Harbor 
Attack. It is possible that the draft is intentionally general 
in certain places, or that I fail to read it correctly, or miss 
certain implications therein which I should grasp But I would 
be derelict in my duty if I let fear of a possible failure to 
read correctly, or a possiole obtuseness in seeing supposedly 
plainly present implications interfere with setting forth my own 
comments, basing the latter upon an earnest desire to be 
constructive. 

b Reference (a) is of exceptional importance and I 
feel that its wording should leave no room for anything to be 
understood by Implication, background information, or expressed 
or unexpressed Intention of its sponsors I have, therefore, 
studied it with these desiderata in mind and submit my comments 
on the basis only of what the document actually says — not on 
what may have been intended to be Implied. 

3. It is noted that reference (a) bears the date 7 December 
1949, the month and day of which are symbolic. Eight years have 
passed since the disaster at Pearl Harbor, almost five years 
have gone by since the Joint Congressional Investigation was 
launched, and four years have passed since Admiral King suggested 
to General Marshall (letter 2 Oct 45) that a centralized unit be 
established at least for joint evaluation and dissemination of 
strategic non-operational intelligence Still, as of this date, 
we have no such unit — not even a single, effective, unified 
agency for the evaluation, interpretation and dissemination of 
strategic, non-operational intelligence to protect us against the 
possibility of another Pearl Harbor. And the agency which is now 
proposed would, I feel, be weak and ineffective because it would 
be hampered by restrictions, complications, conflicts, and 
ambiguities which are the inevitable results of divided 
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responsibility Such a unit might fail us m an emergency 

4 The foregoing remarks and the attached comments all 
fall under the category of destructive criticism I feel that 
I should offer some constructive criticism, too, and by way of 
such criticism would say that a few significant changes in the 
draft directive could be made which would eliminate its present 
weaknesses Principally, the elimination of divided responsibility 
would improve it Immeasurably and enable the Department of Defense 
to forge in its Comint operations a powerful weapon for national 
security. 
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Comments on Proposed Consido Directive of 7 Deo 49 
x (USCIB 26/21 

1. a The Joint Congressional Committee on the Investigation 
of the Pearl Harbor Attack, after months of hearing and study of 
millions of words of testimony, brought out a report embodying in 
Part V thereof certain "Conclusions and Recommendations" (p 251). 

b. Under "Conclusions" (p 252) there apoears the following. 

"11 The Intelligence and War Plans Division of the 
War and Navy Departments failed 

(a) to give careful and thoughtful consideration 
to the intercepted messages . and. to raise a_question 
as to their significance Since /the messages/ indicated 
a particular interest in the Pacific Fleet's base this 
intelligence should have been appreciated and supplied 
the Hawaiian commanders for their assistance, along with 
other information available to them, m making their 
estimate of the situation. 

(b) to be properly on the qul vlve to receive the 
. . intercept and to recognize in the message the fact 

that some Japanese military action would very possibly 
occur somewhere at 1 p.m., December 7 If properly 
appreciated, this intelligence should have suggested a 
dispatch to all Pacific outpost commanders supplying 
this information, as General Marshall attempted to do 
immediately on seeing it." 

c. Both foregoing subparagraphs deal with and point up the 
importance of proper interpretation and dissemination of intelligence. 

d. The Committee made but five "Recommendations" (p 252-3), 
the second of which begins with the following significant sentence. 

"That there be a complete integration of Army and Navy 
intelligence agencies m order to avoid the pitfalls of 
divided responsibility which experience has made so 
abundantly apparent n (Emphasis supplied) 

e. The serious consequences of divided responsibility in any 
field of military operations needs little comment Divided responsibility 
in the interpretation and dissemination of COMINT may be especially 
serious 



2. a Tne proposed directive purports to establish a 
" Consolidated Special Information Dissemination Office, Department of 
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Defense n But the sort of CONSIDO that would he established under it 
would neither be s oonsolideted unit nor would it have authority to 
disseminate to the users of Comint any final product, except as a 
purely mechanical act dictated by other agencies. It is true that 
the draft directive appears to give CONSIDO certain disseon nation 
functions but, as these comments will show, the dissemination author- 
ity of GONSIDO is quite limited. 

b There are four final steps in the Conunt operation which 
are usually regarded as intelligence functions and which are of such 
a nature that they are most efficiently conducted "under the same roof " 
They are (l) evaluation, (2) collation, (3) interpretation, and 
(4) dissemination -But in the draft directive CONSIDO is assigned 
only the first two functions, the last two remain the responsibilities 
of the Directors of Intelligence The separation of evaluation and 
collation from interpretation and dissemination is an artificial one 
from a technical point of viexf, it represents a serious division of 
responsibility in performing functions which technically belong to- 
gether This primary division m responsibility is bad enough, but 
on examining it further, it is found that there is an even more 
serious division of responsibility in respect to the interpretation 
and dissemination functions The function of interpretation remains 
divided among the Directors of Intelligence m the three Services, 
with the attendant risk of having different and conflicting interpreta- 
tions reach field commands. Tne function of dissemination is also 
split three ways among the Directors of Intelligence m the three 
Services, with the attendant risk that dissemination to those field 
commanders who should have the Comint will not be expeditious and 
efficient. Many persons whose long experience m this field has given 
opportunity to observe the different methods which have been tried 
feel that the separation of the various Bteps Involved in crypt- 
analytic processing from the last four steps of evaluation, collation, 
interpretation and dissemination has been an artificial and technical- 
ly unwise segregation And now not only is that original separation 
maintained but an additional splitting is proposed in what should be 
a streamlined operation embracing at least the last four steps All 
m all, the arrangements proposed for performing the four inter- 
related functions are alarmingly reminiscent of the defective arrange- 
ments that were at least in part responsible for the disaster of 
7 Dec. 1941 at Pearl Harbor. The draft directive will now be taken 
up paragraph by paragraph. This will involve a certain amount of 
unavoidable repetition m these comments. 

3 a. Par 1 of the draft directive states that the purpose 
of establishing GONSIDO is two-fold. It is to provide for (a) 
placing under one authority the conduct of evaluation and collation 
of the AFSA product and (b; the maintenance of liaison between AFSA 




2 





and the consumer agencies 11 m connection with the functions and 
responsibilities outlined in paragraph 3 below." The specific and 
rather pointed omission of any reference whatsoever to interpreta- 
tion and dissemination in this paragraph makes it clear that the 
draft directive contemplates that CONSIDO is not to do any interpret- 
ing or disseminating It is true that the draft directive (Par 3e 
(5)) authorizes CONSIDO "to prepare and disseminate information 
summaries, studies, and reports based on the product of AFSA, " and 
"to prepare and disseminate such other summaries, studies and reports 
as the JlC may authorize and direct." Although the preparation of 
such summaries, etc , is very important, such a function is not a 
primary one for a CONSIDO and it is not deemed necessary to establish 
a special unit for this purpose It can and has been done to a 
limited extent in the past by the Commt processing people, and 
with the establishment of AFSA this sort of work will be facilitated. 
Also, while the paragraph m question authorizes dissemination, 

Par 3g(4) insures that dissemination by CONSIDO itself stops at 
tne doors leading to the precincts of the Directors of Intelligence 

b Let us consider the stated first purpose, namely, that 
of providing for placing under one authority the conduct of evalua- 
tion and collation of the AFSA product. In the document itself 
evaluation is defined as "the process of determining the credibility 
and accuracy of information and of eliminating irrevelant and un- 
reliable matter from further consideration." First, as to 
"credibility," it may be said that the AFSA product requires very 
little or no evaluation to determine credibility with respect to 
whether the encrypted message contains what the cryptanalyst says 
it contains. Tne AFSA product does not represent the fruits of 
guess work, nor is it comparable to the alleged "decipherments" 
certain amateur cryptanalysts put forth in support of their 
enthusiasm for Baconian authorship of Shakespeare 1 s works. The 
word "credibility," as used in the definition, must therefore refer 
to a question as to whether what the message says is believable or 
not. It is obvious that to a large degree the AFSA product requires 
little evaluation to determine this sort of crediDility, because as 
a general rule the information comes "right out of the horse's 
mouth" and carries its own stamp of authenticity Of course, the 
exceptional diplomatic message that is reporting something that 
somebody else said, saw, did, heard, etc., undoubtedly requires some 
sort of weighing to determine credibility of the report. And there 
are plenty of cases m strictly military Comint which may require 
similar evaluation. This sort of evaluation can only be fruitful 
by comparing the specific message with other messages. Further, 
the cryptanalyst is the only person who can realistically weigh 
the difference between the "probable" and the "sure" meaning when 
any such a case arises Since the Comint processing people have 
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access to all the messages, they can and usually do make this sort 
of determination of credibility. As for eliminating so-called 
"irrelevant” and "unreliable" matter, it is not often that military 
Comint contains "irrelevant matter," unless by this expression is 
meant the casting aside of messages which are of so little intelli- 
gence value as not to warrant their translation in whole or even in 
part The processing agencies have usually done this sort of 
eliminating themselves, with a small amount of assistance by 
personnel of intelligence staffs As regards the elimination of 
"unreliable matters," this has already been disposed of m connec- 
tion with the determination of credibility To sum up, Commt re- 
quires little evaluation such as other intelligence usually needs, 
and when required the evaluation generally is part and parcel of the 
Comint processing. 

c. With regard to collation, here again the Comint 
processing people must do a job on a continuing basis. Their col- 
lation usually restricts itself to comparing one message with 
another from the same or other sources of Comint. But this may be 
only half of the collation process. The other half consists in 
comparing Comint with information from non-Comint sources, and this 
can perhaps best be done by intelligence staffs. But the Comint 
processing people must of necessity often conduct research relating 
to this half of collation as an integral part of processing, e.g., 
the use of information on disposition and operations of our own 

as well as enemy forces as an aid to solution. In any case, it 
appears clear that collation belongs iirith evaluation and that both 
are often part and parcel of the Comint processing. There appears 
to be no need to set up a special office particularly for these 
functions, unless it is also given th& interpretation and dissemina- 
tion functions , which are closely related to evaluation and 
collation. 

d. According to the draft directive, when Consido has 
finished the evaluation and collation processes connected with 
strategic or tactical Commt, its work is done. This m my opinion 
represents a major shortcoming of the directive, because while the 
ostensible purpose in initially proposing the establishment of a 
CONSIDO was to streamline all steps In evaluating, collating, 
interpreting, and disseminating Comint, the sort of CONSIDO the 
draft directive would establish would fall far short of the goal. 

For an artificial delay is injected near the terminal stage, since 
the final CONSIDO product must be filtered more or less slowly 
through three more separate offices outside CONSIDO for interpreta- 
tion and decision as to dissemination and then come back to CONSIDO 
for transmission Later on, more will be said on this point. 
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e. The second stated purpose of CONSIDO is to provide for 
certain liaison It is to be inferred from this that the liaison 
in question is now non-existent, or poorly conducted This is not 
the case, for the indicated liaison has been carried on fairly 
effectively for a number of years between the COMINT producing 
agencies and the Intelligence Staffs of the Military Departments, 
the Department of State, the CIA, and the FBI To establish a 
special or separate sgency for such a purpose is merely to inter- 
pose a needless echelon. 

4. a. Par. 3, Functions and Responsibilities, combines in 
one long paragraph tne functions and responsibilities of CONSIDO, 
the JIC, the Services, and AFSA. The successive subparagraphs will 
be briefly reviewed 

b Pars 3a, 3b and 3c, appear to be satisfactory. Subpar. 

3d sets forth the functions and responsibilities of the JIC Subpar. 
3d(l) and (2) appear to be satisfactory But subpar 3d(3) gives the 
JIC authority to establish CONSIDO' s at the headquarters of unified 
commands and at such other commands as may be designated by the JCS. 
Since the draft directive gives CONSIDO only evaluation and collation 
functions, and since there will m peacetime presumably be very little 
COMINT processing at such unified commands, to establish CONSIDO' s 
- at such commands appears to be superfluous. Even In war time it is 
doubtful whether there would be a need for CONSIDO' s of this type at 
unified commands. If, however, CONSIDO had specific responsibility 
for interpretation and dissemination, there would be a real need for 
branch offices of the Washington CONSIDO at the headquarters of 
unified commands 

c Par. 3e sets forth the functions and responsibilities 
of the Chief of CONSIDO Sub pars 3e(l) and 3d(3) give him enormous 

power and responsibilities which m a real degree would enable him 
to exercise management control over AFSA Comint processing, without 
providing definitely stated supervisory checks and balances Under 
present arrangements, USCIB establishes certain Comint requirements, 
specifically, those derivable from the so-called "Joint Field," 
viz , all systems other than the strictly military, naval, and air 
systems And the draft directive (Par 3e(l)) makes the Chief of 
CONSIDO responsible "to insure equitable treatment in the satisfac- 
tion of the Comint requirements of the Joint Chiefs of Staff, the 
Military Departments, the Department of State, the CIA, and the FBI " 
But it is the responsibility of DIRAFSA to Insure such equitable 
treatment . How is this conflict m jurisdiction to be resolved? 

What about the question of divided responsibility? 

d Par 3e(2) deals with liaison "on all matters involving 
the dissemination of the product of CONSIDO," Par 3e(4) gives 
CONSIDO responsibility for the dissemination of the product of 
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CONSIDO, Par 3e(5) gives it responsibility for the dissemination 
of certain studies based on the product of AFSA. But the three 
Service Departments retain the responsibility, within the Depart- 
ment of Defense, for the dissemination of all COMINT (Par 5g(4V) 

Here are definite conflicts, ambiguities, and divided responsibilities 
m respect to the fundamental purpose of the whole Comint operation. 

e Par. 3e(6) gives CONSIDO the function of providing 
and exercising supervision over the means of dissemination 
(SSO system ?J but apparently CONSIDO* s part in this complicated 
arrangement for dissemination is to be purely mechanical, since 
the Service Departments retain responsibility for decision and for 
the actual material to be disseminated. In essence, the effect of 
the arrangement would be to interpose a needless additional delay 
in getting the final Comint product to the user. 

f. Pars 3g(3) and (4) give the three Service Departments 
responsibility, within the Department of Defense, for interpretation 
and dissemination of the CONSIDO product But no mechanism is 
provided to insure that a single interpretation is made, from which 
either strategic or operational intelligence could be disseminated 
m time to affect operations or, m exceptional cases, even to avoid 
disaster Especially in the case of tactical COMINT is speed in 
interpretation and dissemination of paramount importance Interpreta- 
tion and dissemination should be a responsibility of a single, 
constantly operative unit — not of three separate units with no 
mechanism for almost instantaneously reconciling differences of 
interpretation and expeditiously disseminating the intelligence. 

Of course, it might be claimed that JIC could reconcile differences 
in interpretation — but it certainly could not do so expeditiously . 
Moreover, since there is a distinct possibility of three different 
interpretations being made of the same material, there is also a 
possibility of disseminating three different interpretations to 
the same or to different commands, with danger of disaster to all 
concerned. Here are the very pitfalls of divided responsibility 
which Congress has charged us to eliminate. To sum up this comment, 

I feel that the divided responsibility herein pointed out represents 
the fatal and outstanding weakness m the draft directive 

g It is possible that this weakness can be eliminated 
by having representatives from the intelligence staffs of the three 
Service Departments sit around the same table with the key people 
of CONSIDO If these representatives were given the necessary 
authority to interpret and to disseminate for their respective 
Agencies, and if management control as well as technical control 
of the SSO system were made a responsibility of CONSIDO, then the 
needs of the three Services might De taken care of m an expeditious 
manner Eommanders m the field would get a final product that 
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represented the unified collaboration of all people concerned in 
preparing the Gomint, evaluating, collating, interpreting and get- 
ting it to where it will do the most good in the fastest time 
possible It is possible that the sponsors of the draft directive 
had exactly this sort of an arrangement m mind. But the directive 
itself is completely silent on these points. If such an arrangement 
is contemplated, then the document should spell it out in clear and 
unmistakable language. But such an arrangement would still not be 
very satisfactory because the authority and responsibility would 
not be centralized in one individual . The arrangement would merely 
place within CONSIDO at least three individuals, each with equal 
authority and each merely representing his Service Even if they 
would .lomtly interpret and disseminate for the three Services, 
this would be only on e more or less ad hoc or voluntary basis There 
is nothing whatever in the draft directive which requires or in- 
sures that a single, .joint interpretation will be made available 
simultaneously and expeditiously to several commands. Responsibility 
is not fixed and no mechanism is provided for this purpose. Since 
CONSIDO will in large part be staffed by representatives of these 
very Services, it would seem far better to make the Chief of CONSIDO 
responsible also for .joint interpretation and dissemination for the 
three Services rather than have the functions performed within his 
shop by people not under his authority, or empowered only with 
authority to do so independently for each of the three Services. 

5. Reference has already been made to Par 3e(5) of the draft 
directive, which gives CONSIDO authority to prepare information 
summaries, studies and reports based on the product of AFSA This 
would be a useful function, of course, and would result in the 
production of jointly elaborated documents containing information 
of high strategic value The production of such studies on a joint 
basis has hitherto not been practicable under a situation involving 
decentralization and division of responsibility. Here is a good 
example of the advantages of centralizing authority and eliminating 
divided responsibility in the Comint field. If all the other func- 
tions connected with the handling of the AFSA product were similarly 
treated, that is, if evaluation, collation, interpretation and 
dissemination were also treated so as to centralize authority and 
eliminate divided responsibility, the results would be even more 
important. 



6. a. I think that some of the unsatisfactory aspects of the 
draft directive arise from the definition it gives of communication 
intelligence. It is noted that Par 5e of the draft directive 
defines communication intelligence as "the intelligence information 
which is derived from the study of foreign communications." This 
is followed by a parenthetical explanation "It is to be noted 
that this definition is inconsistent with the normal differentiation 
between information and intelligence, but is adopted because of 
long usage." 
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b No authority is cited for the foregoing definition. 

As a matter of fact there is but one authoritative and governing 
definition of the term communication intelligence. It is the one 
contained in NSCID No. 9 dated 1 July 1948, Par 12b of which 
reads as follows. 

"Communications intelligence is intelligence produced 
by tne study of foreign communications Intelligence based 
in whole or in part on Communications Intelligence sources 
shall oe considered Communications Intelligence as pertains 
to the authority and responsibility of the United States 
Communications Intelligence Board." 

c. According to the foregoing and only authoritative 
definition, communications intelligence is intelligence — not 
"information," nor even "intelligence information," as the draft 
directive would have it. 

a. However, there may be excellent reasons for regarding 
AFSA' s job in connection with Comint to stop with the production of 
"information" in the form of the decrypts and translations It is 
quite possible that the remaining steps in the Comint operation, 
viz . the evaluation, oollation and interpretation of that "informa- 
tion" to produce "intelligence," and the final step of dissemination, 
had best be conducted by intelligence staffs But then all four of 
these should be integrated and conducted as a ,iomt intelligence 
operation, with responsibility centralized and definitely fixed. 

I think that in this way and only m this way can the Commt opera- 
tion as a whole be conducted effectively and in a manner that will 
best meet the urgent needs of the Joint Chiefs of Staff, the 
Military Departments, the Department of Defense, the Department of 
State, the Central Intelligence Agency and the Federal Bureau of 
Investigation. Comint that will be of highest importance to the 
national security can, in my opinion, be evaluated, collated, 
interpreted, and disseminated expeditiously only as a fully stream- 
lined, unified, centralized, and joint operation. 
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MEMORANDUM FOR MEMBERS OF USC IB 



Subject Presentation of Draft CONSIDO Paper. 

1. For purpose of record it is requested 
that this sheet be attached as a cover to "Appendix 
A - Memorandum for the Secretary of Defense" which 
was distributed at the Forty-seventh Meeting of USCIB, 
2 December 1949 and considered under Item 7 of the 
agenda. 

2. The attached receipt covers copies of 
the Enclosure (Appendix A) distributed at the above 
meeting. 



/s/ H. D. Jones 
H. D. JONES 
for P. J. KARL 

Secretariat, USCIB 
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efe&or sources. * ' 

(I) The expression *t© fuse such intelligea a* with per- 
tinent collateral information received from other sources* is only another, 
•ad possibly bettor, way of saying *to integrate such intelligence with 
intelligence provided to the Joint Chi of a «JP Staff by the intelligence 
staff* of the Services.* 

{3) Therefore, the draft directive not only makes provision 
for the operation which the 0 nemo asserts has not boon provided for, hot 
even broadens the scope of that operation by imposing no limitation upon 
the * other sources* of information. 



(4) The contention completely overlooks not only the para- 
graph quoted in Bar. lo(l) above but also the following* 

(a) Bar. 3b(l)(b)(ii) of the Staff Study * 

ation of other source intelligence with 



. .. Lig eno 

would be facilitated! 9he processing agency, 
for oryptsnaiytio purposes, must maintain central 
files of intelligence reports from all sources. The 
single evaluating unit, through the collateral files 
of the processing agency, would have direct access 
to the material from other intelligence sources, now 
separately held by each' of the five members .** 



(b) gar. 7a(S) of the Draft Directive * 

*(6) To maintain olose liaison with the JCS and the 
Intelligence Divisions of the respective Services 
v in all matters involving the dissemination of such 
intelligence and the establishment of priorities 
therein, Mt well as those involving sroonryent of 
collateral information from !/*"£*’ eouroes'. 4 



d. The foregoing is sufficient to indicate that the reasons 
cited in Bar. a of the D Maeo are mot valid. That paragraph also com— 
pletely disregards the contents of Bars. 5b(l) and 3b(4) of the Staff 
fft udy aoooBipanying the draft directive, lot only is integration of 
CCfltllT with other sources of intelligence provided for, but efficiency 
and econcrny would be greatly improved for the detailed reasons pointed 
ouE" In' 155* Staff Study paragnspns ' mentioned. 

Z m a. Beferring to Bar, b of the D Homo, the first clause of the 
first sentence thereof is also a categorical statement u nw ar ranted by 
the facts, ae will be shown at once. 
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b* At present, there *r* intelligence staf t* in each of the 
Services u well tut In the Department of State wd tide <JXA» bat there are 
two typee of malts In eaoh of these staffs as regard* OQKOHf? ll j those 
tifeiauAa EianSe OOMIsf rear material* eveiiSK*, end disseminate it, and, in 
certain oases, shoes ambers thereof ham access to tide cryptsnalytio pro- 
cessing agsoeiesj <2} those which do not hard nay contact with COWBT rear 
material* Mnabers of the first type of unit ere authorised end cleared 
for handling certain material la a B-way traffic! that going into, or 
belonging within, or cosing out of the COKXBT reals, But members of the 
second type of antt are peraithed to engage in only a X-wey traffic* 
feeding material into the COKUfT realm* 

o» She draft directive makes no change w ha t eve r in the foregoing 
respect, the intent of the directive is merely to bring, the separate unite 
of first type mentioned shove together i»dsrcae rod, grWWrebly trader * 
tie ’ ineie r 'roof that 'shelter's tKe orypta^ytic panocisstcg activities. This 
would plasm than close to the source of th» COMTST rm material, and m ake 
than work harmoniously as a single team, trader unified direction* 

3* a, Kef erring to Far* 0 of the D Umbo, the draft directive pro- 
vides for tine establishment of a CG&ilDO in IhsMngfeon, It also provides 
for the establishment of similar office* in Joint Commends, Therefore, 
to *«T that "the draft directive fails tc p r ovi de for the expeditious 
use of OOIOST in support of the aasnand functions of the Service Depart- 
ments and for the satisfaction of vital operational requirements of 
commanders in theaters of combat* is not only commuted but also the 
statement overlooks Pars* 3b(l) sad (2) of the Staff Study# dealing with. 
Iffiolsney mod Timeliness, as well as Ter* ?a(T) and Far, 7b of the draft 
directive. Tbs Tatter ■&» are worth quotings 

(1) Far, ?a(7) of the draft directive * 

*(7) To exercise genera l supervision ever the special 
system for the electrical transmission, of such in- 
telligence to ©water Ccecmanders mod to furnish the 
texts of such material for transmission, according 
to priorities detemined by the Chief, COBSlIXMassiliroiO*** 

(*} Far* 7b of the draft directive* 

*b. The responsibilities of a COHSIDO serving a Joint 
Consaaad will in general be similar to those outlined 
is subparagraph a above. Its principal responsibility 
la (1) to evaluate, pubU^h, an d dis seminate communica- 
tion intelligence based upon COMIKT rnr materiel furnished 
by the local oryptanalytie proeeeaing agency, and (2) to 
disseminate to expropriate agencies within the Theater, 
as authorised by the JCS, suoh ccmaunioatd.cn intelligence 
as is forwarded by O03SIDCb«ksm3OTO3." 




b. As to the draft directive "asking (XJBSIDO-WiSSIlGTOK sub- 
ordinate to the Direoior, Arsed Foret* Security A geeoy, wd thereby re- 
moving it Aram the intelligence chain of the Shti octal Military Establish- 
ment" the following sat y be said* 

(l) There i« mar no such entity aa an "intelligence chain 
of i^he Yctienal Military Establishment," At present there are at leant 
three g«atrate chains, corresponding to the'mWc Isipirate 'Service*. 

estalMsKni of" a single "intelligence chain of the Aatlonal Military 
Establishment* is cane of the important aims ef the draft directive, 

(2} It is net understood why the fulfillment of the COJGHT 
needs ef ootnaamera in theaters Of combat would be Jeopardised by making 
OOHSI DO-SASHIHGTOH subordinate to the Director, AfSA since not only Is 
the latter to be assisted by a deputy Aran each of the Services but also 
the draft directive in la r* 2b provides that "for the purposes of assist- 
ing bin (the Chief, COSSlDCMtfeSHIliCfTOM } in executing his functions In 
producing ooBaaxmi cation intelligence he will have a deputy from each of 
the Services," 

(3) However, if it Is deemed inadvisable to make CGBTSXDO- 
mSHlSGTOW subordinate to the Director, AFSA, the subs ti tuti on of the 
present Bars* 2a and 2b of the draft directive by the alternative para- 
graphs embodied in the sumo to Se n, McSaraey would meet the objection. 
These would place 00 MSIDO-MASHIIGTOI under the Joint Intelligence Group 
of the MS organisation, 

4* a* Referring to Bar* d of the D Memo, it is granted that Just 
as MS 2010 will require certain adjustments in ESCID f& so certain 
adjustments may have to be made in the same document if the draft 
directive were approved, but these adjustments will be ef a minor nature 
Just as the adjustments, if ary, resulting frost the creation ef AFSA are 
likewise minor in nature, 

b. (l) The specific function* of USCIB, as set forth on 
T7SCIB directive Jfo. 1, 16 loveaber 1948, stemming from ISC ID #0 axe as 
foil owe § 

(a) Formulating national Communi oat i ons 
Intelligence policy and objectives . 

(b) Allocating among the member departments 
and agency specific responsibility for 
the conduct of Communications Intelligence 
tasks in order to insure a comprehensive 
coordinated program sod to eliminate un- 
necessary duplication of effort. (Tasks 
in those fields of responsibility or 
interest that are severally sad specifically 
assigned to the member departments and agency 
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(a) 



(•) 




by lies' or by oasipetont authority, shall 
be recognised as the primary responsi- 
bility of the cognisant department or 
agency). 

Stwscriblng basic security standards and 
diseer&nation poll alas to protect all 
Comauni cations Xatedligenoe activities 
sad sources* 



Exercising supervision over the establish* 
an ant sad maintenance of all liaison with 
foreign and non-ember domestic agencies 
la the field of Ckassunioat ions Intelli- 
gence* 




Assessing the national CoBummioations In* 
telliganoe requirements, and establishing 
general policies concerning smphasis and 
priorities of effort accordingly. 



(f) Coordinating Cceaaunicationa Intelligence 
research and development in conformity 
with pertinent Sesearoh and Development 
board policies. 



It is difficult to see hear the establishment of tha COHSIDO concept would 
Interfere with any of those functions. Moreover* the list does not 
contain a single mention of the words ” evaluation, * or “publication!” 
and the word "dissemination* is used only in connection with the pre- 
scribing of polioies to protect CO-IIBT activities and sources, not with 
dissemination ss it is cormoc t&esLwi tfa tha actual exploitation or use of 
the final product of all the CJOKTST effort* 
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lb, (2) Par, d of the D memo fails to point out specifical- 
ly in what respects the draft directive is not in consonance with the 
provisions of NSC ID #9, unless the statement that NSC ID #9 "establish- 
ed the U.S. Communication Intelligence Board to effect authoritative 
coordination of CCUINT activities of the government" is what the D 
memo means to point out as the element with which the CONSIDO directive 
is in conflict. If that is indeed the element deemed to be in conflict, 
then Just how the adoption of the CONSIDO concept would interfere with 
the purpose for which USCIB was established, vis,, "to effect the 
authoritative coordination of COMINT activities of the Government" 
is difficult to see. In point of fact, by accepting and supporting 
the CONSIDO concept, USCIB would be enabled to execute its intended 
function in a far more effective manner than is now the case, as will 
become clear in a moment. 

( 3 ) Referring to NSGID #9 and to* the portion of it 
just quoted, the directive itself defines "communication intelligence 
activities* as follows* 

"^Communication intelligence activities’ comprise 
all processes Involved in the collection for 
intelligence purposes, of foreign communications, 
the production of inforaation from such communi- 
cations, the dissemination of that information, 
and the control of the protection of that informa- 
tion and the security of its sources." 

It will be noted that if the foregoing definition is taken into 
account in connection with Far. 1 of NSCID #9, USCIB has had, since 
its creation, the authority to coordinate not only the production of 
the COWNT raw material but also the evaluation of this material to 
produce communication Intelligence, and the publication and dissemin- 
ation of the final product. But as regards the latter steps, USCIB 
has as a practical natter exercised very little of the authority it 
was given. Certainly there has been no attempt to coordinate 
evaluation processes in the COMIffT field, or to coordinate the 
production of detailed studies involving the use of COUINT. As 
regards the coordination of publication, USCIB has restricted it- 
self to the establishment of formats for the publication of non- 
military and non-naval material! and as regards dissemination, the 
attention of USCIB has been for the most part directed toward 
establishing measures for the protection of the sources of COUINT 
against the hasards of its dissemination. There has been no attempt 
whatever to coordinate internal dissemination within the Departments 
and Agency involved. 
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(4) Up until now USCIB has had five independent 
agencies to coordinate. With the establishment of A.FSA the coordin- 
ating authority of USCIB will be facilitated by the reduction to 
only three independent organizations, viz., APS A, the Department 

of State, and the CIA. It would seem that if USCIB were to exercise 
the authority given it by its charter and were to give it8 full sup- 
port to the CONSIDO concept, there would be an increase in the over- 
all efficiency and economy of the "Communications Intelligence 
activities of the Government" because USCIB would then be in a better 
position to coordinate the principal terminal activities in the COMINT 
realm, vis,, evaluation, publication, and dissemination. And it *ould 
still have jurisdiction over all of the functions listed under par. b 
(l) with the possible exception of functions (b) and (f). 

(5) If the CONSIDO concept were adopted, USCIB could 
very well add to the list of functions in paragraph b(I) above those 
relating to evaluation, publication, and diseeminatlon. The coordin- 
ation of the activities of CONSIDO-WASHINGTON so far as they are of 
interest to or involve AFSA, the Department of State, and the CIA 
would leave plenty of work for USCIB. 1 far from being out of harmony 
with the provisions of ftSCID #9, the draft directive, if adopted, 
would be of assistance to USCIB by facilitating their exercise of 
certain authority it has always had but has failed to use hitherto. 

5. The CONSIDO conoept is in reality nothing new. All through 
the war the U. S. Navy f llowed it and is still following it. The 
British had adopted it before the U.S. Navy and had found It to be 
vital to the efficient exploitation of COfllNT sub cesses. The first 
official suggestion that it should be Adopted by both the U.S, Army 
and the U, 5. Navy is embodied in a letter dated 18 September 1945, 
from Admiral King to General Marshall. In fact, this is a good 
point at which to refer to the various letters and memoranda exchanged 
between Admiral King and General MarphAll, and (later) between Aomiral 
Nlmltz and General Eisenhower, on the subject of integration of C QUINT 
activities. They contain many references to the desirability and 
necessity for the establishment of such a concept as the draft 
directive contemplates. The D Memo completely reverses the position 
then taken by both the Navy and the Army (including the Air Force) 
in respect to the consolidation of evaluation, publication, and 
dissemination activities. There is no reason to feel that conditions 
have changed so that such a reversal is warranted. If anything JCS 
2010 wakeB the consolidation of these activities more logical, more 
desirable^ and more urgent than ever before . To fail to consolidate 
them will in fact jeopardise all that JCS 2010 is intended to 







accomplish, because the security of COMINT operations as a whole 
will be vitiated unless proper precautions to safeguard the end 
product are also taken. In connection with the foregoing thought, 
it is to bs noted that the D Hemp has failed utterly to take 
cognizance of the facts pointed out in Par. 3a(3) of the Staff 
Study. It is my considered opinion that the failure of the D 
Memo to take into consideration the extremely dangerous security 
hazards which now exist in respect to our whole COMINT effort 
demonstrates a lack of appreciation of the gravity of the situa- 
tion. The serious responsibility which the JCS is undertaking 
when it continues to accept those risks after the latter have 
been pointed out should be understood by all concerned. 

6. In closing these comments a final thought will be present- 
ed. Without saying it in so many words the first reason cited in 
Par. a of the D Memo implies that the intent of the draft directive 
is to establish & sixth and large evaluation, publication, and 
dissemination unit in addition to the five existing ones. That 
such an implication was drawn or was intended to be conveyed to the 
reader of the D Memo is established by the use of the phrase ”in 
addition" as the introductory words to the third sentence of Par. 
a of the D Memo, indicating that the second sentence of that 
paragraph constitutes a first reason and the third sentence con- 
stitutes a second reason. Sire it not for that preliminary phrase, 
one would be warranted in thinking that the contention of a decrease 
rather than an increase in efficiency and economy is supported by 
only a single reason, viz., that work which is now done by other 
intelligence agencies operating in the non-COMINT field and the 
product of which C0NSID0-WASHINC3T0N would have to have in order to 
do its job properly, would have to be done also by CONS IDO- WASHINGTON. 
From this it would follow that CONSIDO-WASHINGTON would have to 
operate in the non-COUINT field as well as in that field. It 
being impossible to conceive that the writer of the D Memo entertained 
such a thought, one can only be driven to the conclusion that the 
contention is indeed supported by two separate reasons, as indicated 
in Par. la(l) and (2) of these comments. If, now, reason (1) is 
indeed intended to stand by itself ana to convey the thought that a 
sixth evaluation, publication, and dissemination office is contemplated 
by the CONSIDO directive, the only conclusion to which one is driven 
is that the B Memo not only manifests little knowledge of the technical 
aspects of the activities involved but also gives indications that 
the draft directive and the Staff Study which accompanied it were 
subjected to only a moat casual scrutiny. 





